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UNITED STATES INTELLIGENCE BOARD
ILLEGIB

Office of the Executive Secretary

6 May 1963

MEMORANDUM FOR: Mr. Ray S. Cline, Deputy Director (Intelligence),
Central Intelligence Agency
Mr., Allan Evans, Deputy Director for Research,
Intelligence and Research, Department of State
25X1 | | Chief of Staff,
Defense Intelligence Agency
25X1 | \ Deputy Assistant Director for
Production, National Security Agency
Mr. Ludwell L. Montague, Board of National
Estimates, Central Intelligence Agency

SUBJECT : State Department Comments Regarding Proposed
National Intelligence Objectives Committee

The attached paper by Mr. Evans regarding "A Priority
Committee - Arguments Pro and Con" is circulated for information

and discussion at the next meeting of the PNIO Review Committee. 25X1

25X1

xecutlive Secretary, AUSTB

Attachment

State Department review completed

GROUP 1
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- Thinking over our last session, it oceurred to me that it
might be useful to put down the points we made in orderly fashion.
I think I have covered the arguments that were presented; the fact
that our contra statements come out pretty vigorously against the
proposal will be ho surprise to those who were at the meeting.

Sincerely, - '
g \Allan ‘Evans B ;
R Deputy Director for Research - -, .. _ | . Sy
Bureau of Intelligence and Research L
Attachment:

B A  "A Priorities C’oﬁimit'tqe - \ ‘ |
| . Arguments Pro and Con" SRR L
' r | (SECRET), Cys 1&2. , . NN :

. ) : ) : A $
{
25X1
Executlve Secretary, L o
- United States Intelligence Board,
Wamngton, D. CQ, !
i!',ff :):? Lt . '
e RTINS, : Y
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i ,
A National Intelligence Ohjectives Committee (NIQC) is naeded bacause:

1. No one checks up on implementation of PNIOs

But; & - USIB has oniy to order ihe action agencies to report A w
at some specific datc or dates on whut they have done '
or planned .

b- Draftérs of PNIOs could help by making clear where
action is needed by identifying the changes in each
. new list

2, USIB could not naed}qwtgllgw ggeneie&-x or digest their reports

But: the comrounity Coordinating Staff exists as an 1dea1 center :
to perform this staff work for USIB !

3. A GAP exists between the PNIO substantive level and presemnt | c i
- . technical implementing collection organizations -

But: a - This famous and much touted gap is a figment, because
T in each present organization (e.g., SIGINT Committee,
NIS Committee, COMOR) the personnel deal day by day
with substantive analysts in their own agencies, and the
judgments they hring to the meetings combine estimative
and technical considerations.

b - To the extent the technical groups operate out of touch
with substance, it is the fault of the several agency
heads, and should be discussed at USIB ~- a NIOC :
would not cure this dangerous flaw. i

o - Were NIOC to take up these several approé.ches, it. :
would grow unwieldily large. )

| 4, PNIOs should be kept up to date by some group . i
| ‘But: a - PNIOs are to have at least one year's validity (it was

" 3 to b years when we started), Thus PNIOs are not i
current intelligence indicators, and are not. competing 4
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with Watch, CIB, etc., and do not require month to
month or even quarter {o quarter revision.

& b - In any case, PNIOs are not restrictive, and our
intelligence structure has other means of meeting
interim novelties -~ notably the NIE procedures
‘which have well proven their capahbility to deal with
priority emergencies.,

- .0 = The positive virtue of PNIOs is that they result from
. & comprehensive review of the total world situation;
+ * this overall review would get lost if PNIOs came to
derive from a running and piecemeal concern with
c¢rises as they arise, :

d « The utility of PNIOs is generally seen as pointing
(largely for budgetary planning purposes or post-
factum justification) at large regional or'even
- continental shifts of emphasis, and the number of items
is being reduced, their scope generalized, accordingly.

Continuous surveillance and modification conflict with . .

this purpose, especially in that they would produce the
same exhaustive detail and inclusiveness from which
we are trying to escape.

B.  Some center is required where all collection resources can be
considered simultancously

But: This center already exists in the CCPC. All we need is
that USIB assign to CCPC for action the list of changes
in priority which it accepts as valid when it approves
each new PNIO Iist.

'6. Rational allocation of assets and resources requires some central

coordinating point

‘But: a - PNIOs do not pretend to deal with the full range of
intellige nce objectives and hence the full range of
resources -~ each list deals only with priority
objectives, and for the community to limit its efforts
to these objectives would produce catastrophe. What
specific assets, then, would the NIOC have to play
with.? To determine the'share of effort for which

- NIOC should feel responsible would occupy an army
'+, of lawyers for untold years and use up scads of the
~ asgets, time, and patience we should put on better
things.
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b ~ If the intent (as clearly stated in the "Mission") .
: is to review the total programs of the community,
— ' S priority or etherwise, then we must seriously
: ' _ consider how this functionmay impinge upon the .
responsibilities of agency heads, = -~ '

7. The powers proposed for NIOC are not roally very extensive - ‘ e o

PBut: Aside from the all-engrossing proposed "Mission" as L v

_ above,.the committee's function is specifically to "make - -

: |, - recommendations to USIB regarding the practical implica~ - * \\‘\\ .

" tions of the .... PNIOs for national intelligence collection®, . \} b

" and production programs." Now, practical implications B AT

must mean action; collection and production programs oo Ne

S mean everything we do (everything we do, incidentally; 5

.4 ia 'national," so no limitation resides in that word); :

B ~ and recommendations direct to USIB are words of power. "

SR It seems that the functions are indeed quite extensive and |

B implement the mission in full. - - : :

: P 1
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2nd DRAFT -- TMN
19 April 1963

MEMORANDUM FOR:

SUBJECT : Comments on DD/I Memorandum Proposing Revision of PNIOs
Dated 2 April 1963

I believe that the propossl put forward by the DD/I for revising the
statement of Comprehensive National Intelligence Objectives and of Priority
National Intelligence Objectlves is an important step forward in meking
these documents really significant and useful to the intelligence community.
With one exception, the comments below are of relatively minor importance
in the context of the lmprovements which should result from adoption of the
DD/I's general proposals.

a. I am still concerned that the proposal does not give adequate

recognition to certaln continuing progrems of the community which must

be mainteined under any peace-time circumstances. The NIS Program,

which of course is specilfically mentloned in the present CNIO, is

perhaps an example, Additionsaslly, there should be some recognition

(as there is by implication in the Annex to the present DCID 3/1)

that there will necessarily be intelligence programs in existence

which do not bhear any direct relatlonship to the listed Objectives.

. Exc?sdag
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It 1s necessary to guard against the tendency to believe and to act,
therefore, as 1f gll the actlivities of the community should be dlrected
solely in terms of the stated Comprehensive and Priority National
Objectives. This tendency emerges even in the DD/I document itself.
b. I am puzzled by the inclusion of existing PNIO I.a. and II.a. both
among the Comprehensive Objectives and the Priority Objectives. It
would seem that these two statements belong only among the Comprehensive
Objectives.
c. I believe that the creation of a continulng body - either as a
formal USIB committee or otherwlse -~ to revlew and revise regularly
the Comprehensive and Priority Objectives 1s desirable. However, the
migsion of the committee as stated in the DD/I Memorandum is not only
at veariance wlth the alleged reason for creating the committee, but
ralses problems and difficulties over and above those inherent in
determining and stating the Objectlves. Responsibllity for reviewing
the plans and programs df the intelligence community has already
been assigned to the Coordinstion Staff, Whether or not the Staff has
done an effective job in the reviews it has made to date, it is clear
that & committee will be in no position to do a better job. Indeed,
considering the provenance of this proposal, I can not help but
speculate that 1t represents an effort on the part of CIA to obtaln
control of this review function through its participatlion as
secretariat and chairman of the proposed committee. I believe the
other members of the Staff share the strength and vehemence of my

opposition to the proposed statement of mission of the NIOC. I can
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vigualize, however, that the committee might be of real practical
assistance to the Coordingtion Staff in the latter's review function
in that the committee might be in & position to identify "the
practical implications of the CNIOs and PNIOs for national imtelligence
production and collection progrems" which the Staff could take into
gecount in reviewing plars and progrems for consistency and proper
allocation of effort.

d. My specific suggestions for changes in the proposed DCIDs are as
follows:

DCID 1/2:

Change parsgraph lb. to read "... in any area in which US

committments or interests are such ...." 25X1

Add paragraph lh. "Completion and maintensnce of the basic
intelligence required by epproved National Intelliligence Survey
schedules,”

DCID 1/3:

Paragreph 3., Delete '"both to CNIOg and". This phrase somewhat
confuses the distinctlion and relationship between CNIOs and PNIOs
which paragreph 1. and 2. seek to express.

Delete Objectives A, 1, A and B.

DCID 1/- (Nationel Intelligeunce Objectlves Commnittee)

Change paragraph 2. Migslion, to read: "The mission of the Commi-

ttee shall be to recommend to USIB statements of Comprehensive

-3 -
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and Priority National Intelligence Objectives to serve as
guldes for the coordination of intelligence collection and
producfion responsive to the needs of national security policy."”
Change paragraph 3(a). to read:"To inform the USIB regarding
the practical implicatlons of the CNIOs and PNIOs for national
intelligence production and collection programs,"
Change paragraph 3(c). to read: "To review and reccommend to
USIB revision or reaffirmetion, as necessary on a semiannual
basls, of the substance of CNIOs and PNIOsg,"
Delete paragraph 3(&).
Alter the order of the subparagraphs under paragraph 3., Functions,
so that:

Present (b) becomes (a)

Proposed (c) above becomes (b;
Proposed (&) gbove becomes (c

ILLEGIB
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T Merch 1963

MEMORANDUM FOR:

SIBJECT : Conmentz on PHIOs

1. For vhatever value they mey have, I pasg on to you the
folloving thoughte concerning the PNIO problenm.

Purpose of FRIOs

The current version of DCID No. 1/3 (PNIO) gives the following
a8 the purpese of the PNIO lists:

a. A gulde for the ecooxrdinstion of intelligence
collection and production {para. 1).

b. A stable basis for intelligence plannirz (pare. 4).

¢, A basls for determining appropriate ressarch nd
collection requirements {Annex, para. 1).

i. The critical factors which require speciml attention
and effort (Annex, para. 2).

a. Ouidance for plenning the allocation of collection
and research regources...but not comstitute in themselves
research and collection requirements {Annex, para. 4).

It is clear upon 1nepection thaet these stated purposes &rc Inconsisiant
end in part contradictory. Similer incensistency an: contradiction is
found in the list itself. To mention only a few exmmples:

Ttem I.A. (early warning) has been with us &8 an intelligence

roblem gince 1946, and probably will be with us in 2000. Item II.G.

d1ld not exlst in 1961 and
mEy DOU exist 1n 190%. Item I1.A. | | is & real piocus
platitude virtuelly without meaning in terms of any of the ellegini

objectives of the PNIOs. Item II.E. |

hes been en the PNID list for a number of years with, 8O 1@ as I
know, no real conclusions heving ever been reached o: in prospec:.
Mumerous and varied additional strictures can be leveled at the

present content of the PNIOs, including the fact that it has devoloped

into something approaching e catalogue of miscellsnepus intelligence
problems.

Fevmnm
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2. It has besn elleged that, despite thelr deficlencies, statcments
of PRIOs serve a useful purpese in providing direction end guidance to
repearch and collection activities, and ensure that '"national™ intelli-
gence objectives ere not lost sight of in pursuit of “lepartmental”
chjectives. With respect to guidance to regsearch and colleetion, i 1s
noted thet, based upon recollection and cursory check of agency
contributlions, there 18 ne indiestion that any sgency took seriously
into acceunt the PNICs in develeping ite plans and programs for FY 1954.
In particular, DD/P, wvhich indiceted certein changes in its program, iid
not refer to the PI0s ss a besie therefere. ORR's progrom statement is
interesting in thia regard.

ORR_Program Category % of ORR Effort % Change Related PNIO

3. In sum, I think the evidence is guite convineing that the PHIOs
are not used tp any significent depree ms guidance in meking decisions
with respect to plamning or sllocating collection snd research efort.
They are used freguently to justify, post factum, decisions and plans
which have been reached on guite gther grounds. With respect to "nationel”
vs. "departmental” objectives, it sppesrs thst, in many cases, the PHIOs
have besen deliberately used ss e vehicle for eobteining recognition --

‘after 2 fashion -- for "iepertmental” obJectives. In any case, There is

no item in the present PNIO list vwhich 1s not, in fact, also & depart-
mental objective. And it is questicmable whether therc sre any significent
departmental objectives which are not included in the PNJIO list.

. It hes sometimes been maintained that PNIOs can, or ought .o,
be used as the imsedismte source of requirements for cellectiomn. Insofar
as requirements to be levied on existing collection facllities and assets
are concerned, redlistic reguirements cen enly be arrived at after :ach
specific problem has been exmmined and studied by the substantive o perts,
and after they have determined what infermation, not prescntly avallebdble,
is esmential to srriving at ap intelligence solution or estlmete. Thes
point to be noted here is that the FNID cennet be uged as a basis for
requirements until and unless & research component undertekes %o do
substantive work on the problem.

-2 -
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A further point to be noted is that collection camponents have
available te them other forms of guldence than reguirements stemming
indirectly from, and thus related to, PNIOs. The questlon of how a
collectign cemponent uses its resources is, in the final analysis, a
matter for the chief of the component to decide; in terms of the lirsction
he receives from and his responsibilities to his superior. HNelther the
PNIOs nor the requirsments related to them sre gubstitutes for this
command responsibility. I balleve makes s gimilar point
in the second peragraph of his memorendum of £5 Februsry 1963. "Bach
mewber must determine the apprepriate effert resguired by his Department
or Agency in the light of its resources and cepabilities as relatad o the
intelligence deficiencies or gaps noted."

5, The cenclusion seems unavoldsble that the PNIOs, in their present
form, serve no useful purpose snd should be discarded.

6. The question remains as to whether the Unlted States Intelllpence
Board (USIB) should not provide some kind of guidance to Lhe agencles In
order to aseist them in plenning their activities and allocating thelr
regources. In comsidering this question we must distinguish, I bellave,
two levels or types of planning which can be undasriaken by an intelligence
organizatlion.

a. The first type is essentially short-range and consists in
the determination es to how existing resources, with thelr exisiing
capabilities and limitations, should be employed. Por expmple, tn
intelligence resesrch elament can utilize its persennel to work an
one or snother of several areas of the world. This flexibility,
however, is subject to savere limitations. Analysts sempetent in
political science cannot profitably be rediracted to produce irtelli-
gence on missiles or atomic energy. Bimilerly limited flexibility is
4o be found in collection components. These components can redirect
thelr affarts within jistinet limitations. For exemple,

| Thus, the first type of planning concerns, in efioc.,
the use which can be made of sssets and petentialities which exdist
here and now. Fer this type of plamnning, the semi-enrmuel prograd

of Netional Intelligence Estimates (prepared by the Boexd of Natlonal
Estimstes) mey well provide the besis for useful guldance. Thils
progream does show the sublects and arees to winich some collectlon
and research resources mist be deveted during the coming half ear.
There 18, I belleve, little doubt that this pregram .loes have an
affect upon the use mede of these assets. This type of gulden-e
corresponds, to some extent, to Mr. Bvans' I.a. "to serve directly

Approved For Release 2005/03/24 : CIA-RDP82R00129R000100060022-0
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as & progran gulde for particuler intelligence services end mciivities.”

To be useful for this type of guidence, the present ONE Progra:
statement should perhaps be expsnded to give some indication, for

aach esptimate, of 1ts scope and particular thrust or point of cmohasis.
This additleomal statement, of course, would net be "terms o
raference” as currently understood.

©. The second type or level of planning relates to the mcoking
of baslc changes in the size or cepabilities of collection bnd
research resources. For example, if it is determined thet n
significantly greater research effort sust be devoted to Africe,
it will be necessary to steff the research component concernsd with
analysts who are competent and knowledgeadble of African matiers.
This cennot be dene overnight and requires the time-consuning frect
of recrultment, tralning, snd reassignment of persconnel. Simila-ly,
with respect to & collection effort like that carried on by the
military atteche aystem, a mejor redirectien such ss incressedl
emphasis on collection from Latin Americe requires o jor and time-
consuming steps. 8o far as I am aware, 10 guldance oxiets with
respect to this long-range type of planning which correspends
generally with Mr. Evens' I.b. "to give a gensral alert to the
intelligence community on national intelligence goals” which would
".e.l1i8t not all topics reguiring Friar:{,ty attention, but only

mejor national intolligence goals, and ticularly ges need:l
in the prientatien of cur intelll%wce effort.” A Mr. B points
out, such a listing would not by itself serve es dircet guldance

for pregraming collection or productien, and further steps woul!
be needed to translate broad toplce into specific sction preposalis.
These further steps must necessarily be taken by the Departments

and Agencles which control research and collection fecilities. 'he
advice and coordinating faeilities of various USIB committees could
well be used in certain instances, The final results would emer:e
as changes in the programs of the agencies. The Coorlinstion Staflf,
in connectlon with its review of plans and prograrg, is r.,sxonsible
Tor reviewlng the plans of the agencies " for consistency and proper
allocation of effort.” The phrase "proper allocation of effort”

can be construed as referring ejther to allocation 1ir accorcanca
with NSCIDs and DIDs or to proper sllocatvion in terms of actusl
intelligence needs &8 they sre expected o 2xdst during the fiscol
vear under conslderstion. In the reviews of plens and programs
which it has undertsken, the Coerdination 8taff hes actually use..
both thege criteria. For exsmple, in the review of fiscel year 196k
plans, the Btaff recammendations were mainly concerned with propur
_allocation in accordance with existing dirvectives. |

\T'm review of 196k plans and programs underteken by -he Goordination
Staff has been criticized, smeng other reasons, for the vague en:

o}}n
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lmprecise nature of its recommendetions. In the sbsence of any
other concrete basis (except NSCIDs and DCIDs) to Judige 'proper
allocation of effort” it is understandsble that the review reached
only limited and generellied conclusions. However, & lomg-renge
plaaning statement approved by USIB alemz the lines indicated wbove
weald provide & velusble gulde to the Coordinastion Staff, enable it
te review pleans end programg sgeinst an esgreed criterion, and te
arrive at concrete cemclusions snd recommendations. These conclusions
and recommendations would conetitute a USYE “check up” on commnity
action to attain agreed upon goals.

T. There may be eanother type of intelligence guidence which fnlls
between the short-range and the long-range planning. This kind of
galdance should relate to centimuing intelligence problems for which no
solution or resolution can be anticipated at any time in the future.
Perhaps the word "plamning” ie a nisnomer in this comtext. Rather, 1t
is 8 question of USIB reminding the intelligence communlty that in beth
shert-range and long-range planning it must keep in mlni, and comtinuc
to make adegquete provision for, these contimuing problems:|

8. It is sugmested, therefore, that the PNIOs in their present
form ba eliminated. In place thereef, three separate but related types
of guidance would be provided by the USIB.

a. Short-range guidance, based upon an expansion of the
pregent schedule for Nationel Estimates.

b. leong-rsnge guidance, specifying anticipated msjor national
intelligence goals requiring broed chenges in the orlentation or

allecation of intelligence effort. These major £ should be
anticipatory and forward looking, or, as may mean in his

memorandum, "candidates for dissster.” ) ce, while subject
to anmual review, would probebly not change greatly from yenr %o
year.

c. Guildsnce as to contimuing intelligence problems. Thin
guidance als® would tend te change vary slowly, since 1t is &
reminder list snd would encompess meny of the relatively permanent
items in the category I. of the present PHIO0s.

9. In further development of these Sggestionsg, 1t may dbe Joasivle
for certain USIB camittees, or ad hoc graups caelled together far the
purpose, to develop further guidance statements on an ares basis, derived
in the main from &. and b. sbove, but including other aresa prodblems o
outstanding importance. BSuch supplementary guildence woull attempt nlso
to identify within eech stated problem those specific elements that
should be further examined for particulsr collection effert.

-5 -
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10. Tt should be emphesiced thet no revemping of the PNIOs, or the
edoption of the suggestions outlined above, will eliminate the necesslity
for the following two principles:

a. Continuing responsibility om the part of chiefs of cellection
and research camponents for decisions as to the nature and Udrection
of their activities.

b. The continuous development of specific requirements by
research elements as an integral part of the process of intelligence
anelysis. There can be no substitution or short-cut for these two
principles.
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